| 25X1A9a
D ee 8/3
Approved For Release 2001/03/02 : CI Wm-oommoooz%%_

CONFIDENTRE Auy 3 1954

MEMORANDUM FOR THE RECORD

SUBJECT: Survey of Assesement and Evalustion 5teff - 0.T.R.

1. In a survey of the A%E Staff, contacted ]

25X1A%a
Chief of A%E (and acting Chief of the Evalustion Branch}, Dr.

25X1A9%9a

I chicf of Assesement rranch ,» and - Evaluation

25X1A9%a
Branch. Discussed functiona, T/0's, menpower, workleads, overtime,
ete.

2. Functional statements for the Staff have been written and

have the concurrence of the Chief, ALE Staff_ 25X1A9%a
3. & proposed T/0 for the Staff, with complete Job deserip-

tione end an sctivities statement attached, was submitted on 2& March

195L. This T/0 called for 38 positions distributed as follows;
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Evalustion Rranch

Chief 1
Senior Pasychologists g €
fiesearch Branch

Chief 1

Senior Psychologlsats 3

Junior Psychologiets é

Statistical Clerks 3 B
Steff Total 38

fetion on this T/0 wes suspended pending completion of a sur-
vey of the Office of Training. It now eppears that the Chief,
Assessment and Evaluation Staff, has been promised four (L) or eix
(6) additional positions, to te loaned from the reserve of JOT elots.
The cuestion of principle involved in the loan of JOT slots will
be discussed elsewhars. The propossd incresse in the celiling of
the “taff appesrs possidle of juetification based on present &and
projscted workloads. The Chief, A%E Staff, proposes t.hag the in-
cresses, if allowed, be distributed as follows:
0ffice of the Chief
S5taff Paychologist : 1
Assegsment Branch
Junior Pesychologlet 1
valuation Branch
None
Ressarch Franch
Senior Psychologist 2
“Pm
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Junior Psychologist 1
Ctatisticael Clerk s
Total €

Assuming that the next T/0 submitted for this Stsff includes
the additions detsiled above, the Staff strength would appear as
follows:

ffice of the Chief

{Including the Administrative

and clerical Staff) 8
Asgessment Branch 13
Evaluation Branch 6
Regearch Branch 17

Staff Total Lk

L. Specific responsivilities of each Staff component appear
to be well delegated and clearly defined.
a. The Cffice of the Chief, in addition to the Chief
end a Deputy, includes:

(1) Two positions {both vascant) for Senior Peycholo~
gists to serve 28 a technical staff to the Chief and
specifically, to develop progrsms not appropriately sllo-
cated to other Branches, e.g. problems spplicable to
overseas situatlons and indigencus personnel,

(2) Four administrative/clerical/typing personnel
serving the entire Steff. The present overtime situstion
indicates the advissbility of adding at least one more
first rate typist to the present group.

_3-
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b. The Asseesment Branch is concerned solely with the
peychological assessment of individusls, the evaluation of
critical positions and situatlions, the development of psycho-
logic tests and methodology by whioch personnel may be evaluated
as to their capabilities to perform in such positions snd sit-
uvations, in the analysis of tests and the prepsration of reports
concerning personnsl assessments.

c. The Training cvaluation Branch is concerned with the
development and application of group pre-training tests and
techniques and their evsluation, coordination with and support
of instructors in the spplication of psychologicel testing
pertinent to courses of instruction, development of tests to
determine student progress and the relation of such test re-
sults to the resulis of pre~training tests, the prepsration
of memoranda advising instructors and others of individual
student abllities and thelr relation to psrformance, and con-
stant observation to essure the continuing validity of the
evaluation program.

d. The Regsarch Pranch, in addition to performing re-
search into the possible applications of psychological assess-
ment and evaluation and techniques, the development of tests,
forms and procvedures, and the development of means of assuring
the reliabllity and velidity of sll testing conducted by the
Staff, performs all group testiing snd test scoring end ruch
of the test snalysisz, maintaina the incidental statistical
records for the Staff, develops stetistical tahlex and stendards

-l
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by which individual tests may be evaluated, and collects and

maintsins eppropriete statisticel records and materisl.

5. The development of exsot factors by which the T/0 for the
hssessment and Evaluation £taff might be justified is not practical.
The following stetements are pertinent:

a. Office of the Chief:

This unit hae a tentative T/0 of seven positions, five
are filled at this time - one vacancy (Psychologist - (8-1l)
is committed and the individuel is heing processed. The posi-
tion of Deputy Chief is vacant end is not committed. It is
now proposed to edd one more position (a second (S-1h Staff
Psychologist) to the T/0. The unit consists of three elements:
{1) The Chief end his Ueputy
{2) steff Psychologista - two are proposed.
(3) Administrative/Secretarial/Typist group - four
positions {1 0E-9, 1 GS5~7 and 2 C5-5's).
Justificstion:

The pesition of Chief needs no Justifieatien.

The need for s Deputy Chief on this Steff le obvious
although it ocan not be determined by a methemsticsl factor.
The peculsrities of the Mission, the scops of activities with-
in OTR end other Agency components, the fact that the recruit-
ment/selection/placensnt and training peculiar to this Staff
reguire an unusual effort upon the psart of the Chief and in~
volve & considerable amount of absence from hls office, and

the fact that the development of an adequate psychological

-~
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testing and evalustion program within this type of sgency re-
quires that the entire structure, methodelogy, forms, procedures,
application and validation be developed from the beginning,
sppears to adequately justify a Deputy of high professional
calibre.

The need for the proposed two ateff psychologists,
as in the came of the Teputy Chief, can not be established by
the application of warklénd fectors. However, the duties pro-
posed for these jobs, &s outlined to this mnalyst by the Chlef
and as expressed in the job descriptions prepsrsd for the po-

" sitions, appear to be reasonabls and essential in the program
and to constitute & full workload for the number of positions
invelved.

The administrative/secreterial/typlst group represents
the pooling of such personnel for the entire steff. The four
positions concerned, pius the use of outslde overtime typing
assistance, provide the Staff offlos menagement, receptionist,
secretarial; cleriocal snd typist support. Observation indi-
cates that this group is operating effectively and that aveil-
able manpower is bheing well utilized. The application of a
normel ratle of secretarisl/receptionist/typist personnel to
professional/technical/scientific personnel would indicste an
understaffing in this unit. In this connection, reference ie
pade to the discussion of the ume of clerical/typist overtime
on the part of this Staff snd the recommendation that sn addi-

tional clerk-typist position be added to this group and the

-
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use of overtime clericsl/typist assistasnce be discontinued
forthwith.

Assessment Franch:

Thies unit hes eight persornel on board, cne in the
procese of intre-sgency transfer, three in the process of em~
ployment, and one vacancy - & positlion described &s Deputy
Chief of the Branch (8 Psychologiet 0S-14).

%ince the sole end product of this unit is an "in-
dividual as#asamem report", it appesrs thaty

{1) The total T/0 for this Branch can, at any time,
be determined by & direct ratioc of personnel to the num-
ber of aseessments which are projected as being required
in any glven period.

(2) There is a logical staffing pattsrn for this
unit ~ one Junior (0S-11 and helow) Psychologist for each
two Senior (05-12 and sbove) Paychologist. The retic be-
tween Juniors and Seniors is the result of sctusl exper-
jence and the considered judgement of the Pranch Chief,
One Junior can satisfactorily assist and support two
Zenlor Psychologists,

(3} A ressonsble fector by which to control produc-

tion or calculats staffing requirements is

80 Assessments per yesr per Senior Pasychologist -

(excluding the Branch Chief) snd sssuming that
the T/0 so established will include Junior Psy-
cholegiets at the rate of cne Junior for each

two Seniors.

S e e
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The akhove factor is arrived at as follows:

Fotentisl Time (In Weeks per Yesr) 52

Non=productive time (Veeks per Year)

Authorised annual and

sick leave (Est.) b

Conferences, professional

meetings, training, re-

search, etc, 8 12

Productive time (Weeks per Year) Lo

Procduction Rate

? hasessments per Week
per Senlor Psychologist
{plus support ac_zuil to
balf of the time of one
Junior) or 30 Man Hours
per assessment or LO
weeks times 2 Amgese-~
nents per week equals. 80
Assessments per
yeer per Senior
Psychologisat
It must be noted that the above production schedules
have not been maintsined in this Branch. The reasone are oh-
vious. While nine of the proposed thirtsen 7/0 slots are
filled as of this date, many of these psrsons have only recently
coma aboard snd are not yet fully oriented snd treined and,
therefore, are only partially productive. Further, the Brench
-fa
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hes been in the development stage ss to procedures and tech-
nicues. Ths Chief of the Steff and the Branch Chief sgree that
the factor of two assessmente per week per Senior Psychologist
is ressonsble and can be maintsined without sny lowering of
quality standards.

It ig further noted that the 0ffice of Training T/C
submitted by the Director on 13 April 195k requests a posi-
tion in this Branch for a Peychologiat 0S-1L (en equal grade
to that of the present Rranch Chief position)}. A T/0 presen-
tation dated 26 Maroh 195L, covering only Apsessment and Eval-
uation Steff pogitions and supported by detalled Job descrip-
tione and activity data, refers to and describes this §5-1h
position &8s "Deputy Chief* of the Branch, Vhile the employ~
ment of any nucher of Senior Pesychologlsts in this Rranch
which can be Justified by worklosd and at any grade which can
be supported by position requirements, qualification or per-
formance, is not questicned, it does not sppear, from & manage-
ment standpoint, thst the establishment of & leputy Chlef po-
sition in this Branch is necessary or advisable. The size of
the Branch gtaff, the level of peraonnel, the functions to be
performed, and the repetitive nature of the operations, would
indicate that sdscuate administrstion should be attained with-
out creating another administrative overhesd position. How-
ever, curtain pecularitieas in the internal operation of this
Branch would sppear to justify the employment of our Fsychole-
glst at a grade sbove the level of the journeyman persconnel -
this individual to sssume, in addition to normal responsibility,
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certein administrative and staff prercgatives usually asso~-
ciated with the position of a Deputy.
Training Eveluation Branchs

This unit has a tentative T/0 of six positions, five
Cenior Psychologists (05-13) end a Branch Chief (GS-1k).

Three Senlor Psychologists sre on board, two more ars in the
process of smployment. The position of Branch Chief le vacant.
The Chief, Assessmant and Evaluation Staff, is scting in a dual
capacity as Branch Chief.

Maximum performence of the functions of this Branch
would require that easch Paychologlet in this Pranch continu-
cusly follow one or more courses - depending on subject matier
snd complexity. Thersfore, s good general T/C factor might
be developed for thie Branch by making an analysis of all
courses currently scheduled snd grouping them according to
complexity - those which might require the full time of &
Peychologist and those which might recuire part time, thus
permitting one man to supervise two or mors courses concurrently.
An analysis of the coursss, described sbove, is the only appar-
ent means of determining whether the proposed six positions
are, or are not, adequete for the Branch. The snalyasis of
courses for factoring purposss is complicated at this time bty
the fact that this type of program ie very new, is still in
the development stage snd only a small proporticn of OTR
courses heve baen processed and techniques end methodology
esteblished.

~10-
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The limited steff now available to this Pranch can
develop procedures, techniques, methodology, experience fac-
tors, and stetistical formulas sppropriate to their functions.
They csn not sdequately discharge the functionsl responsibility
of the Ersnch nor provide the Gffiece of Training with the ul-
timate support which the functions envisien.

Research Branch:

This Dranch, with & tentative T/U of 13 and a proposed
addition of L more slots, has eleven pescple on board - 3 Senior
Peychologists (including the Branch Chief), & Junior Fsycholo-
glets, and 2 Stetisticsl Clerks. Three parsons ars in the
process of employment ~ 1 Junlor end 2 Statistical Clerks.

The pecularities inherent in thie operation preciude
the use of an overall faetor for T/0 caloulation. Certain
phases of the operation are subject to worklosd messurement
in terms of man-hours -~ others ave not. Usable workload
counts are not resdily availeble. Hence, the 7T/0 must be
Judged on the besis of cbeaervation and discussion. The tenta-
tive T/0 of 13 plus the proposed addition of L positions (s
total of 17 slots) does not sppear excessive in view of the
obvicus responsibilities. |

General Observations:

1. The internal organigzation of this Staff provides for clear
delineation of responsibility for the primary pheses of the Staff
mission, |

2. & ocursory exsmination of the functions snd job descriptions
of the Staff would tend to indicate an overlapping or duplication

-]l
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in respsct to the responsibllity for npsgearch’. Closer sxamination
of sctual operating responsibility and performance does not indi-
cate sny objectionsble duplication. The Rouaich Pranch assumes
basic responsibility and the other elements perform some research
on their individual problems snd coordinate with the Research Branch.

3., The Staff has & unique mission and lts /0 sand performance
can not be evaluated by comparison to any other Agency component.

L. The Staff consistently uses sxcessive overtime clerical/
typist labor (recruited from other OTR slements and other Lgency
componente) to accomplish typing workloads. This results in an
expensive operation and the practice should be discentinmued. 4An
sdditional full time clerk/typist can be justified on the basis of
overtime records snd should be immedistely added to the present ad-
ministrative unit.

§. Tt is reported that 122 Man hours of overtime were sxpended
by professionel personnel during the months of hpril, ¥ay and June.
Thie was steted %o be for the purpose of writing reports. Blanket
approval for overtime should not be authorized for sny element
end individual recuests should be approved only in emergency situa-
tions. The indiscriminate approval of overtise is not compstible
with good adminiatration.

&. The Chief of this Staff steted that the propesed addition
of six positions to his tentative T /0, discussed sbove, would be
sccomplished by a loan of slots from the JOT program. This situa-
tion will be coneidered when the JOT office is surveyed. However,
any use of JOT slots for other than junior trainees would constitute

-12
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& violation of trust, since these slots were allotted for &
epecific purpose and ere not a part of the operating ceiling of
the Office of Training. Thelir losn as opersting slote is, in
effect, & mechanism to defeat the Agenoy manpower control through
the sllocation of strength cellings.

7. The T/0 presentation of 26 March 1954 for this Staff, now
suspended, ie supported by well preparsd job descriptions and a
tabulation of work data. Thess job descriptions, while they are
very realistic, should be oritically edited for worda, terms and
implications - which may tend to convey more than is actually in-
tended. |

8. The proposed creation of & position as Deputy Chief in the
lasesspent Branch does not appear toc be justified. If the organi-
iatienal deslgnation is being applled &3 & means of seocuring & higher
rating for a Senior Peychologist, it can not be considered as good
practice. If & higher grade is desired for s Senior Psychologist,

the position should be so designated.
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